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Sheffield Hallam University

A Sheffield Hallam is one of the UK's
largest universities

A This year we have around 30,000
students (74% undergraduate, 26%
postgraduate)

A Undergraduates - 20,750 (80% full time;
95% UK students; 22% mature on entry,
52% female, 48% male)

A 3,000 are International students from 80
different countries

A 1299 full and part-time teaching staff

A Annual student expenditure is £150
million

A The University employs around 5,000
staff (full and part-time); around 1,100 are
academic/teaching staff (full and part-
time/associate)

A Turnover was £193 million in 2007/8
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Good Management Leadership, Governance
Practice and Management

Integrating for Excellence
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Centre for Integral Excellence

N

Integral Excellence

A Integrating A Being the best you
Abringing together can be

Aaligning Athe quality of

A synthesising excelling
Acompleteness A perfection
Aholistic Aa journey not a

destination
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Finding meaning through

Integral Excellence

Individual

University

Values Behaviours
Individual Values Individual Actions
and Beliefs and Behaviours

APersonal Values
ALeadership Style

AlLevels of
Consciousness

Aindividual Drivers
& Worldviews

Askills, knowledge

APersonal Behaviours

ALeadership Behaviours

» AOrganisational Role (Authority)
AModes of Decision-Making

e

Group Values and
Beliefs

AGroup Culture
AShared Vision
AOrganisational Values
AOrganisational Beliefs

AGroup Drivers
& Worldviews

re

‘ Group Actions

and Behaviours
AStrategies

APolicies

AProcesses

ASystems
APerformance Measures
AThe Brand
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The Link between Management
and Quality Culture : Agenda

A Context and challenges

A Distinctions between, leadership,
management and culture

A Quality and Excellence
A Journeys, Models and Frameworks
A An integral approach
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Context and challenges
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Cultural Transformation: a journey?
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Cultural Transformation

e :! Where do you
L want it to be?

Why?

Where is the
culture now?
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The Never Ending Journey In
Pursuit of Excellence

Good
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Challenges for the HE sector

A Self-regulation
A Quality assurance versus accreditation versus inspection
A Light touch versus heavy touch
A Clash between managerialism and
the traditional collegial and democratic cultures

A Rising expectations of stakeholders: the student, the
employer, the government and funding providers

A Widening participation agenda

A Globalisation

A E-learning agenda

A Building management capacity and capability

A Organisational effectiveness and value for money

Sharing Good Management Practice

© Sheffield Hallam University 11



International positioning

State

France _
Where is your HE sector?

Germany

Academia Market
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Achieving the Balance

Collegiality
Managerialism Democracy
Managerial effectiveness Academic freedom

i E Creativity
Innovation
Accountability
Value for Money

Trust
Stakeholder needs
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Some Academic Quality definitions

A Academic standards: level of achievement that a
student has to reach to gain an academic award (eg.
a degree)

A Academic quality: how well learning opportunities
available to students help them to achieve their
award

A Evaluation: examines quality of institution,
programme, subject or theme

A Accreditation: builds on evaluation to make
judgement against predefined standards

A Audit: evaluates strengths and weaknesses of
guality systems to enable institution to continuously
Improve

© Sheffield Hallam University 14



Approaches to

Qua |ty in HE External Internal
Accreditation/ : External
S Audit Assessment )
Approach Validation Examiner
Object Provider Programme Learner Output
Governance Curriculum Learning Medium of Student
0 Regulation Design Experience Delivery Support
O
o
o : : : .
Content of Flnanqlal Qualification Admin Organisational
Programmes Viability Support Processes
Rationale | Accountability Control Compliance | | IMProvement
\ i Inspection
$elf-assessment Pls Peer visit P
Methods >
Document Stakeholder Direct External
J analysis Surveys Intervention Examiner

(Adanted from Accreditation Modele in Hicdher Fdiication ENOA Workehon Rebort R'62)




Variations in evaluation type

A Institutional Audit (eg EUA, Finland, Ireland, Italy, Romania, Sweden,
UK)

A Institutional Evaluation (eg EUA, Austria, Bulgaria, Finland, France,
Ireland, Italy, Latvia)

Programme evaluation (eg Austria, Cyprus, Denmark, Finland,
Ireland, Italy Latvia, Lithuania, The Netherlands, Poland, Sweden, UK)

Accreditation of programme (eg Austria, Bulgaria, Cyprus,

Germany, Hungary, Latvia, Lithuania, The Netherlands, Norway, Poland,
Romania, Sweden)

Accreditation of Institution (eg Austria, Bulgaria, Germany,
Hungary, Italy, Latvia, Romania)

Benchmarking of subjects or programmes (eg Lithuania,
The Netherlands, Romania)

A Theme or Subject evaluation (eg Finland, Germany, The
Netherlands, Sweden, UK)

o o Io I

Source; Quality Procedures in European Higher Education ENQA Occasional paper 5: 38
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Quality and Excellence: UK

A Quality Assurance Agency

A Subiject review

A Institutional audit

A League tables published by newspapers

A Government funding supported by student fees

A Higher Education Funding Council (HEFCE)
Initiatives
I Good Management Practice

I Leadership, Governance and Management

I Strategic development: corporate planning, human resource
planning, facilities management

I HEFCE gained Recognised for Excellence 2008
A Leadership Foundation
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A Chancell or 6s v

It is time for change at Berkeley. We need to
examine all aspects of how we conduct our business
with the aim of streamlining decision making and
Infusing our campus community with a service
orientation. We must make certain that the same
ethos of excellence that marks our teaching and
research permeates our entire organisation.
Organi sational effecti ven
responsibllity.

Chancellor Berdahl
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Organisational effectiveness
(UC Berkeley)

Learning

Referrals opportunities

Organisational
Effectiveness

Work process
improvement

Campus &
Professional Service
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Key challenges for HE (ruben)

Broadening public appreciation of the work of the academy

For all we do for our students, community and society, why are we not
more appreciated and supported?

Increasing our understanding of the needs of workplaces
Why dondét employers understand the v
Becoming more effective learning organisations

Do institutions provide the effective model of organisational learning that
our constituents believe they should?

Integrating assessment, planning and improvement

How dedicated are institutions to these values?
Enhancing collaboration and community

Institutions advocate these values. Do they live them?
Recognising that everyone in an institution is a teacher

How do non-faculty staff contribute to institutional teaching?
Devoting more attention and resources to leadership

Are institutions as committed to learning leadership competencies as
they are to teaching them?

More broadly framing our vision of excellence

Do institutions need to rethink the way they conceptualise and
operationalise their core mission?
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Leadership and Management
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Management and Leadership

A How do you distinguish between these two
terms?

A What are leadership and management roles
In the context of quality?

A What is the relationship between the
Individual as leader and manager and the
university as a whole?

A What is the position of stakeholder?
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Managers and Leaders

Managers

Leaders

Do things right

Do the right thing

Are interested in efficiency

Are interested in effectiveness

Administer

Innovate

Maintain

Develop

Focus on systems and structures

Focus on people

Rely on control

Rely on trust

Organise and staff

Align people with a direction

Emphasise tactics, structure and
systems

Emphasis philosophy, core values and
shared goals

Have a short-term view

Have a long-term view

Ask how and when

Ask what and why

Accept the status quo

Challenge the status quo

Focus on the present

Focus on the future

Have their eyes on the bottom line

Have their eyes on the horizon

Develop detailed steps and timetables

Develop visions and strategies

© Sheffield Hallam University
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Managers and Leaders

Managers Leaders
Seek predictability and order Seek change
Avoid risks Take risks
Motivate people to comply with Inspire people to change
standards
Use position-to-position (superior-to- Use person-to-person influence

subordinate) influence

Require others to comply Inspire others to follow

Operate within organisational rules, Operate outside of organisational rules,
regulations, policies and procedures regulations, policies and procedures
Are given a position Take initiative to lead

© Sheffield Hallam University 25



The university as a system
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The university as a system

_Leadership of institution
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TRANSFORMATIONAADERSHIP

Idealized
influence

+

Individualize
consideratio

r('f + | motivation

Inspirational

+

Intellectua
stimulatiorn

© Sheffield Hallam University

The additive effect of
transformational leadership

(Adapted from Bass & Avolio, 1¢
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Idealized influence

Act as role models, attract admiration, respect &
trust, put needs of others before personal
interests, take risks & demonstrate high
standards of ethical conduct

Inspirational Motivate & inspire others by providing meaning
motivation & challenge, arouse team spirit, show
enthusiasm & optimism, communicate
expectations, demonstrate commitment
Intellectual Question assumptions, reframe problems,
stimulation approach old issues in new ways, encourage

Innovation & creativity, avoid public criticism of
mistakes

Individualized
consideration

Attend to individual needs for growth &
achievement, act as coach or mentor, create new
learning opportunities, accept individual

differences, avoid close monitoring

© Sheffield Hallam University
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A New Conceptual Model ooper, 2000)

Traditional Traditional New Leader-
Leadership management manager
Envision Direct Learn
Communicate Develop Encourage
Inspire Focus Open

Energize Plan Handle ambiguity
Create Schedule Break down barriers
Innovate Allocate Partner

Discover Delegate Encourage

Spot opportunity Provide continuity Enable

Mobilize Manage quality Co-create

© Sheffield Hallam University 30
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Quality, Journeys, Models and
Frameworks
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Competence and consciousness

consciousness

conscious conscious
Incompetence Competence

)
G|

Unconscious Unconscious
Incompetence Competence

Competence
A continuous cycle, developing new skills
and behaviours

© Sheffield Hallam University



You donot know what vy
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The evolution of quality and excellence

Excellence

Total Quality
Management

Quality
Management

Quality
Assurance

Craft

© Sheffield Hallam University 34



The Evolution of Organisational
Excellence

?

Business/Organisational Excellence
EFQM Model
Baldrige Model
Business Process Management
Juran, Crosby, Peters
System Thinking, Psychology
Demi ngds 14 Point s,
Focus on process variability
Quality Inspection - Statistical Process Control

Scientific Management -Taylorism

© Sheffield Hallam University 35



An Evolution of Excellence
(Hermel and Ramis-Pujol)

Pl

Excellence 5.0
7

Excellence 4.0

Excellence 35‘
prd

Excellence 2.0
Z

Excellence 1.0

~

Pre-excellence
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An Evolution of Excellence
(Hermel and Ramis-Pujol)

Excellence 5.0
7

Excellence 4.0

Excellence 35‘
/

Excellence 2.0

Quality as craft

Z Specialisation and division of labour
Excellence 1.0 Value-maximisation
Single measure?

Results orientation

Scientific management (Taylor)
Human relations (Maslow)
Structural/systems

Sociological systems (Tavistock)
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An Evolution of Excellence
(Hermel and Ramis-Pujol)

Excellence 5.0
7

Excellence 4.0

Excellence 35‘
/

Excellence 2.0

Pre-excellence

© Sheffield Hallam University

Quality - Japanese management:
McKinsey 7s (Strategy, structure, systems +
staff, shared values, style, skills)
Bias for action, Customers first
Autonomy and entrepreneurship
Productivity through people
Hand-on, value-driven management
Stick to the knotting-focus
Simple form, lean staff, loose and tight

. Peters & Waterman



An Evolution of Excellence
(Hermel and Ramis-Pujol)

Excellence 5.0
7

Excellence 4.0

Excellence 35‘

Constant change
Environment

Excellence 1.0 Deeper focus on the customer
Change and innovation
/ Smallness and flexibility
Horizontal management
Pre-excellence Win-win

Heroes and champions
Mergers, downsizing, job losses

Undervaluing employees
© Sheffield Hallam University 39



An Evolution of Excellence

(Hermel and Ramis-Pujol)

Excellence 5.0
7
Excellence 4.0

System thinking (Senge)

Excellence 2.0 Building a shared vision

Personal mastery

/
Excellence 1.0

~

Pre-excellence

© Sheffield Hallam University

Mental models,
Learning organisation
Complexity, quality waves
Team learning
Focus on front-line workers
Improving management
Institutionalising learning
Quality as a systemic process
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An Evolution of Excellence

(Hermel and Ramis-Pujol)

Excellence 5.0

Excellence 3.0

prd

Excellence 2.0

prd

Excellence 1.0

~

Pre-excellence

© Sheffield Hallam University
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Excellence Models

Holistic frameworks

Changing paradigm
Worker participation valued
Management not an exact science
Strategic management becoming
broader



An Evolution of Excellence
(Hermel and Ramis-Pujol)

Excellence 4.0

Excellence 35‘

~

Pre-excellence

© Sheffield Hallam University

P
Integrated management
Excellence 2.0 Integrated development
Z Action and change
Excellence 1.0 Internalland external feedback
Systemic approach

Recognition of complexity
Performance management
Holistic

Process management
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Making it happen: achieving a
Abal anced scorecardo

Goals and Outcomes

Satisfied Proud Delighted Enhanced
Owners/Sponsors Employees Students Communities

What you and | need to do

Individual Objectives w
Processes WI and strateg
focus

Scorecard

s Our game plan

Strategy/strategic initiatives
=
Vision

Our basis for

Mission Competition or
ervice Delivery

What we
believe in

Values

© Sheffield Hallam University 43



Fundamental Concepts of
Excellence

Results Orientation

Corporate Social
Responsibility Customer Focus

Leadership &
Constancy of
Purpose

Partnership
Development

People Development &

Involvement : Management by

. . Processes and Facts
Continuous Learning,

Agility Innovation & Future Focus

Improvement
© Sheffield Hallam University 44



Required Organisational
Change

Change

Customer
Feedback

Employee
Feedback

—_—
_ Customer Focused and Supportive
Control Oriented and Internally Focused
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Models: options and choices

Better
& better

© Sheffield Hallam University 46



The Two Dimensions of Quality (Noriaki
Kano)

A well designed product or service Thrilled customer
should have both dimensions.
Il n ti me Oattrac
Omust bed qual.i

Attractive quality

oes beyond current needs
Special features, thrill or
excites customer

If not there, customer does not comment

comes

-

t
t

Not available > High degree
, - agw
of availability

Expected:
Customer has no comment
Must be quaity

Fitness for u
If customegloes not get it,
they will be very dissatisfied

Very Dissatisfied
47

© Sheffield Hallam University



Characteristics of successful
Organisati()ns (Barrett, Collins and Porras, de Geus, Fitz-Enz)

A strong, positive, values driven culture
A commitment to learning and self-renewal

Continual adaptation using internal and external feedback from
environments

Strategic alliances with internal and external partners, customers and
suppliers

A willingness to take risks and experiment
A process orientation

A balanced, values based approach to measuring performance that
includes

Corporate survival (financial)

> Jo o To  To o I

|
I Corporate fitness (efficiency, effectiveness)

I Collaboration with suppliers and customers

I Continuous learning and self-development (evolution)

I Organisational cohesion and employee fulfilment

I Corporate contribution to the local community and society

© Sheffield Hallam University 48



EFQM Excellence Model®

Enablers Results

People

Leadership g?rlfil(t:gg?/ Processes -

Partnerships
& Resources

Innovation and Learning
Everythingisconnectedtoeverything

The EFQM Excellence Model is a Registered Trademark
© Sheffield Hallam University 49



Achieving Excellence ‘

The way of working that enables the
organisation to achieve balanced
stakeholder satisfaction:
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Significance of processes

|_
|_
|_

T
T
T

|_|
|_|
|_|

From Hierarchy.................. 0., Process Working
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